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| Remarks: i 
Bob: 


In principle, I have no trouble with the need fos 
| establishing an Agency policy on archives, but 1 
believe it should be published as an Agency regu- 

latory issuance and suggest that you prepare a 
draft regulation and have it coordinated with each 
Directorate. (Perhaps the Agency Records 
Management Board could serve as the coordinating 
vehicle. ) 
With respect to the location of the function, I 

| am not inclined to place it with the Historical 

i Staff or anywhere else in the O/DCI. I believe 
this is an appropriate support function and I would 

| appreciate it if you would assume the leadership. | 


FOLD HE = - a BLOER 


L. K. White, ExDir-Compt. Yoo wl 
+ | UNCLASSIFIED CONFIDENTIAL SECRET | 
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MEMORANDUM FOR: sxecutive Director-Couptroller 


SUBJECT : CEA Archives 


i. This memorandum contains a recomnendation for approval; 
auch recommendation is contained in paragraph 10. 


2. The purge of Agency records during the past 13 months hag 
brouglit inte focue the need to previde some aystematie way to control 
and aduinister record materials which are scheduled for permanent re~- 
tention. At the beginning of February 1970 we had about 29,000 cu. ft. 
ef record boldings in this category. 


3. As you know, records of Federal Agencies are the property 
of the United States Covernment aad authorization to destroy then 
must be obtained from the Congress with the recommendation of the 
Archivist of the United States. In our case, the Archivist has waived 
his authority to review individual documents which we requast authority 
to destroy. Tue authorization ie granted based on lists we submit to 
hiw which identify general catagories of record material. 


4. The Archivist also haz euthority to determine what docu- 
ments muat be preserved permanently aa part of the Archives of the 
United Stetes. He does not exercise thie authority, however, until 
vecords are transferred to nia custody for permanent retention. We 
have uot needed to seek apacial dispensation from thiz autaoriry 
because we have retained custody of our own records. tventually we 
will have to transfer our permanent racords to the Archivist of the 
United States, obtain separate authority to wanage our own, or siaply 
continue to aveld the faaue by retaining custody ourselves. In any 
case we should have in the Agency an Archives Pregram which will meet 
all of the basic standarde and criteria appifed by the Archivist of 
the United States in fulfilling his statutory respoosibility. 


3. We nave a gmal]l beginning in this direction with the docu- 
ments thet have been identified and sagregated for eventual transfer 
to each of the Presidential Libraries which, incidentally, eventually 
become appendages of the National Archives. In addition, abouc ten 
or twelve years ago the Agency Sacords Administration Officer and the 
Chief of the Kecords Center on their own initiative began selecting 
for an archival collection one record copy of each Agency publication. 


ir 
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Later arrangements were made with a few Offices to segregate from 
the inactiva records some case files and decuments which were 
acheduled for permanant retention. Thie screening continues to be 
done as time is available in addition to other duties at the dacords 
Ceanter. This collection now totals 12,749 cu. ft. 


6. Outside this collection there are 4,253 cu. ft. of 055 
material and 10,362 cu. ft. of inactiwe Office racerds scheduled 
for permanent retention which require screening and appraisal to 
selact those documents which are truly archival. There are another 
1,796 cu. ft. of O38 materials retained in the Headquarters Buliding 
to serve the day~to-day operations of DDP/KID. Taus, we know of 
16,416 cu. ft. ef material scheduled for permanent retention which 
must be screened and appraiged in addition to the 12,749 cu. ft. 
already screened and set asida ae archival for a total of 29,165 cu. 
ft. of materials which must be retained permanently. 


7. Sereening and appraisal for the selection of archival 
material should be conducted by qualified professional Archivists. 
A definition of Archives and a deacription of an Archivist are 
attached at Tab A. The louger we delay the screening process the 
more difficult it will become because the volume of records scheduled 
for permanent retention continues to grow. We should have a con- 


tinuving program to identify documents apprupriate for tha Presidential 


Libraries program. We should be planning now for the segregation of 
documents for the Nixon Library rather than wait uatil the next 
President has been elected. #xperience suggests that it requires 
about three te five wan~hours to review one cubic foot of records 

and that the screening process results in the retention of about 
two-thirds of the material screened. We already have enough aaterial 
identified for permanent reteation to keep several people fully oc~ 
cupled for many years. we need an authoritative archival pregram 


operating undar clear policy guidance staffed by competent professional 


Archiviate for as long as we continue to retain our own recerds. 


& LT realize, of course, that under the current personnel 
reatrictions it will be extramely difficult to allecate resources 
to this important program. It it were possible to staff such a 
function appropriately, oowever, we should have a Senter and Deputy 
Arenivist, plus one professional Archivist to repreaent each Direc~ 
terate and the Office of the Director, and clerical personaei to 


@uppert thes. In short, we suould have a minimum of sevan profesatonal 


Arehivists and positions for three clericals. 
§. Kventuslly, we should have a storage facility separate 


from the Records Center to house the Agency Archives. archives re- 
quire a higher quality of storage space than other record zaterials 
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do, more like a library than a warehouse, with air conditioning, heat, 
and humidity controls. They should have contiguous space suitable for 
uge by historians and scholare seeking to exploit them. Long term 
building plans for the Agency should include provision for archival 
storage. Meanwhile, the collec ecommodated 


in segregated space at the To release ae 
the Records Center storage @ to consider in- - 
stalling the archival facility at but it would not be eee 


reasonable to move the archives there until we are in a position to 
ataff it adequately. 


10. It is recommended: 


a. That you approve the establishment of an 
Archives Program in the Agency and that respongibility 
for that program be asaigned to the Chief, Historical 
Staff. 


b. That the Chief, Historical Staff and the Chief, 
Suppott Services Staff work together to develop policy 
and procedural statements to govern the Archives Program 
and its continuing interrelationship with the Agency 
Records Administration Program. 


c. That the Agency reprogram its resources over 
the shortest possible period of time to provide for the 
creation of a suitable staffing complement to Bupport 
the Archives Progran. 


d. That the long-term building plana for the 
Agency include specific provisions for archival storage. 


Pwd mei 


_R. L. Bannerman 
, Deputy Director 
for Support 


Attachment 
CONCURRENCE: 
14 BPO 27 
Howard M. Ehrmann Date 


Chief, Historical Staff 
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SUBJECT: CIA Archivas 


The recoumendation contained in paragraph 10 is approved: 


L. K. White Date 
Executive Diractor-Comptroller 


29X1 


pps/sss/Rwingk| | (17 Feb 1970) 
Distribution 
Ordg - Adge w/att (to be returned to DDS) 
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ARCHIVES 


As defined by the Civil Service Commission for the Archivist 
of the United States, Archives are "(1) those bodies of non-current 
permanently valuable records that form useful evidence of the or- 
ganization, functions, policies, decisions, procedures, operations 
or other activities of Federal Agencies or very important Federal 
Officials, or (2) those records that must, or should, be preserved 
for their informational content.....Archival records document of- 
ficial actions and serve as sources for official reference in the 
prosecution of the affairs of Government by providing a record of 
past actions. The information contained in Archives is essential 
to historians, political scientists, economists, sociologists, or 
other scholars engaged in study in various aspects of our society." 


Professional archival work involves the following broad, but 
not mutually exclusive, functions: 


(1) Appraisal and disposition 
(2) Arrangement and description 
(3) Preservation and rehabilitation 


(4) Documentary publication, historical editing, 
and exhibit of archival materials 


(5) Reference service 


A sampling of these functions are described below to further 
clarify the professional distinctions between Archivists and Records 
Management Officers: 


(L) Records appraisal and disposition involves the analysis 
and evaluation of inactive records to determine their con- 
tinuing value and to provide advice or make decisions about 
their destruction or permanent retention. Archivists employ 

a comprehensive knowledge and understanding of the history, 
organization, and operations of the Agency; the legislative 
authorities and responsibilities of the Agency as these re~ 
late to the development and retention of records; the organi- 
zational, functional and records relationships of the Agency 
to other Agencies and activities in the intelligence community 
and federal government at large; and the needs of the scholarly 
community. 


a irc atematic 
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(2) Archivists engaged in records arrangement study the 
origins, the organizational and functional history and 
administrative procedures of the producing units. They 
analyze the records to decide the arrangement that will 
best reveal their character and significance; protect 
their integrity as historical evidence of organization 
and function; and facilitate their location, description, 
and use. 


(3) Preservation involves safeguarding the archival 
material from deterioration or impairment of their 
value through alteration. It considers the condition 
of the records; the nature of their evidential or 
informational value; the extent of their use; and the 
cost of repair and rehabilitation. 


(4) Archivists involved in publication work carefully 
study the documents to be published to resolve questions 
of origin and authenticity. They employ a thorough 
knowledge of the substance of the documents and persons, 
circumstances, or events to which the documents relate. 
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4 MAR 1970 


Mr. Bannerman via Mr. Coffey 


Attached for your signature and the concurrence of the 
Chief, Historical Staff is a memorandum to the Executive Director 
recommending the establishment of a separate Archives Program under 
the Chief, Historical Staff. 


When we first began discussing the proposal to create a 
separate archives we talked about its organizational placement 
recognizing that it relates just as closely to the Records Manage- 
ment program as it does to the Historical program. We skirted the 
possibility of creating a separate Office of Documentation which 
might have an Historical Division, Records Management Division, and 
an Archives Division. We also mentioned the Information Processing 
function as it relates to the others. If the Agency ever considers 
establishing a separate component to deal with Information Handling 
problems and activities, all of these functions should probably be 
a part of one structure. In any case, eventually the Records, 
Historical and Archives Programs should probably come under a single 
management. 


Acknowledging that the Agency is probably not prepared for an 
organizational change of such magnitude, we concluded that a reason- 
able first step would be the creation of an archives program and agreed 
that it would have a better chance of gaining acceptance and recog- 
nition if it were separated from the Records Management program; 
hence, the recommendation that it be given to the Historical Staff. 

If the recommendations in the attached paper are approved we will 
need to develop regulatory issuances which will insure a continuing 
close relationship among all of these functions. 


Incidentally, there have been press releases recently reporting 
that bids from $463,300 to $572,300 have been received by GSA to 
add 15,000 square feet of space to the Eisenhower Library; and a con- 
tract in the amount of $13,799,138 has been awarded to build "the 
Joseph H. Hirshhorn Museum and Sculpture Garden". 


Since GSA seems to have no inhibitions about construction, 
and no problems getting the money, perhaps we should consider 
asking them to build us an Archives and staff it for us in the same 
way that they handle Presidential Libraries. The Presidential Estate 
managers control and administer the libraries with an agreement that 
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custody and control will eventually pass to the National Archives. 
Why wouldn't it be reasonable to explore the feasibility of a 


similar arrangement for CIA? 


You may want to explore some of these ideas with Colonel 


White in discussing the Archives Program with him. 
25X1 
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MEMORANDUM FOR: Mr. Bannerman via Mr. Coffey 


25X1 


1. Lagt mont ad I digecussed with you a whole 
series of probleus controuting us in the Support Services Staff with 
possible alternatives for gecting at tnen. You asked for a “coneest 


: suggestions. 


2. the "concept paper' is attached. It discusses most of 
tue polats we covered in sur couversation, 

3. Paragraph 2 outlines the preblens; paragraph 13 is a brief 
sumaary and paragraph 14 contains recommendations. You may want 
to read paragrapas 13 aud Li first. (Eaves 10 and 11) 


Z9X1 


Ghiel, Support services oLar£ 


Attachment 


DbDS/SSS/RHW:iskd (21 May 1970) 
Distribution 
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1 - $88 Subject 
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SECREL 5 Ody eat 1 


26 MAY 1970> 


MEMORANDUM FOR: Deputy Director Sor Support 


SUBJECT : Management of Records and Information Processing 
Activities 


1. Paragraph 13 contains a recomnendation for your avproval. 


2. We have problems in the Support Services Staff wnich are 
impeding our ability to fulfill our resvonsibilities and plan 
adequately for their future fulfillment. 


a, We have a mix of responsibilities at the Agency 
and Directorate levels: the Regulations Control Branch 
has an Agency role; the Records Administration Branch 
has an Agency role and a Directorate role; the Infor- 
mation Processing Branch has a Directorate role; we 
have the Acency vesponsibility for Emergeney Planning 
and the responsibility for the Directorate Historical 
Board. In addition the Executive Director has recently 
expressed agreement with the idea that there should be 
an Agency Archives but has said it should be a Support 
function. We have the responsibilities without the 
resources to meet them. 


b. The Simport Directorate has no records staff but 
has relied on the Agency Staff for support. The Agoncy 
Staff has fewer people than the Clandestine Services 
Records Management Officer has to deal with CS records 
problems; not enough to meet its Agency responsibilities 
much less to meet the additional requirements of the 
Support Directorate. The Support Directorate has a 
larger volume of records than the Clandestine Service. 


ec. Not only are we short on quantity, we do not have 
the quality of resources necessary to do what we can sce 
needs to be done. Some offices, for oxample, have included 
in their Program submissions plans to develop new systems. 
The Chief, Plans Staff has asked the Support Services Staff 
“to concur in these plons. Before concurring we should 
understand the problems in order to be able to make 
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reasonable judgments about whether the proposals represent 
the best or the right solutions. We do not heve anyone who 
can be spareé from his present duties for the time it would 
take to conduct suca studies. In any event, none of our 
peaple has the qualifications to do an adequate job of 
recommending the best solution because none of them has the 
appropriate combinatien of cxmerience and background in 
nanual, autoniated, and microfilm systems. To oot the right 
combination we would have to use nore than one person and 
it is twice as hard te release two 45 one. 


ad. Staffing constraints in the Records Administration 
Branch through the years have deprived us of the fiexibility 
necessary to keep poopie current with the state of the art 
and broaden their oxmerience. The youngest member of RAB 
is 42 and sho has been in her present assimmont 14 years. 
The oldest member is 53 and he has been in his present 
assiomment 19 years, ‘The lack of staffing flexibility 
prevents the assienuent of yong officers and we have no 
nractical way of making room for them because the exneri- 
enced records officers are too highly enecialized for 
assionment to other types of nesitions. Attitudes toward 
records manarement and the carcer service structure itself 
are such that youns officers are not likely to be attracted 
to the records profession. 


e. All of the problems of the records program which 
have boen cited in various presentations over the past two 
or three years continue to exist because resources are not 
available to do anythine about them, To restate all of 
these problems in detail here would be needlessly redundant, 
but it should be re-emphasizod that systematic management 
control over the creation of record material igs the heart 
of any successful records managenont propre, Records manage- 
mont programs must give attention to all methods and medina 
of records creation: correspondence, ywicroforms, reports 
including the output of computer systoms, file creation 
and storage, forms design, and conying machines. 


£. Some of the same and some different problems plague 
the Information Processing Branch. People were selected by 
their parent career sorvices for assigmnent to this function 
with the result that we have more quantity than quality of 
the kind we need for the long term. In the Information 
Processing function, we have the problem of uncertainty or 
open endedness concerning the future of the SIPS Task Force. 
Planning to meet the long texm information processing require- 
ments without knowing the future of the SIPS Task Force will 
bo awkward. It would be helpful to know whether we will 


es 
: SEaup fo 
tomate 


Approved For Release 2006/06/02 : CIA-RDP84-00780R003600140016-3 


- Approved For Release 2006/06/02 : CIA-BLSHH4:00780R003600140016-3 


continue to operate under an agreement with DRS§T, return to 
separate management of DPS and OCS resources, or place the 
total resnonsibi lity in one Directorate or the other, and we 
will need to be highly selective in identifying the neople 
who will perform the finctions in whatever organizational 
setting is choscn. 


a, We need to consider whether to concentrate the 
information processing skills in one place or allow them 
to develop in each of tho offices. Having these skills in 
both places leads to coimetition between the two, and the 
central structure tends to find itself in an advors ary 
role opposite the people navinge these skills in the offices. 
Moreover, competence in the infornation processing field is 
so searce that competition for it within the Directorate 
cannot pe afforded. 


h, Management of the information processing nersonnel 
in the Support Directorate is a problem that we cannot deal 
with effectively until we have settled on the future of the 
SIPS Task Force and how we should organize to cone with 
information processing problems of the future. We need to 
be able to plan for the kinds of skills we are goine to 
yequire and in what wix and thon we need to figure out 
what career vaths and opportunities can be offered. 


4, There is anced in the Support Directorate for a 

staff competence to take the initiative in identi fying 

ond dealing with vreblems. There is a need to bring sone 
jimaginativeness into the records and information processing 
functions in a Pirectorate context as well as within the 
individual offices. There should be a close procedural 

and review relationship with the DDS Plans Staff to ensure 
that programs developed in the offices sive proper attention 
to Directorate imlications. We should he able to 
agrressively ond imaginatively pursue the development of 
information systems to meet changing Directorate require- 
ments. The DDS shovld have a staff he can turn to with 
problens whether they are local to one office or are 
Directorate-wide. Problems identified for the Problem 
Solving Seminars which do not lend themselves to solutions 
in a week may be examples as well as some of the studies 
and actions needed to take advantage of the recommendations 
of the Sominars. There should be a nucleus of competence 
in the modern management sciences to ensure that we develop 
solutions and foster innovations which are. at least current 
with the present state of the art. 


j. The idea of the Data Management Center being developed 
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by the SIPS Task Force sucrosts the need for a new concept 

in systems management, or at least an adaptation of traditional 
line-staff relationshivs. The deta managed in these centers 
will be the products of intesrated systems desipns which will 
not fit neatly within the functional resvonsibilities of one 
Support Office or another. ‘The centers will have to be manared 
in some way at a level whice falis between the Office and 
Directorate levels without directly simerimposing another 
nanagerent echelon between the benuty Director for Support and 
his Office Directors. , 


k. We need a capability tc review and evaluate on-coing 
systems to find out whether they are doing what they were 
intended to do or have outlived their usefulness and to take 
corrective action 25 sypronrinte. This need applies to all 
information processing systems, manual, automated, filmed, 
or whatever. 


3. The most difficuit nrobicm of all, of course, is to find 
sone way to deal with the nrovlens stated above. They exist because 
there are functions to be verformed that are not being perfomned at 
the Agency, Directorate, or couponcent levels; because the resources 
available are fully committed to their nresent tasks and none are 
available to deal with new problems: because the resources available 
have evolved into organizetional structures to meet particular 
requirements as they occurred and this has caused distortions in the 
career service and nersonnail manerercnt systems; and because the 
evolution of functions has caused a peculiar admixture of Agency and 
Directorate responsibilities at different echelons of the organi- 
zation. Perhans the best way to get at the solution to these problems 
is to examine the functions which lie behind them. 


4. Basically these funetions relate to the continuing require- 
ment for management improvement. Manascment improvement almost 
inevitably will cause, or must be accomplished throurch, changing 
current or developing new information processing systems. The process 
of change begins with problem identification and proceeds through the 
steps of defining the problem, concentualizing alternative solutions, 
designing a change to the present system or developing a new one, and 
implementing the solution cnesen. ; 

An exarmile may be useful to describe the process: 

In a recent pregram submission, the Office of Medical 

Services said its file room in the headquarters building 

was nearing capacity. Although the problem was initially 

identified as a space problen, it is directly related to 

OS's overall records filins and information processing 

systems. To solve the problem, OMS pronosed to install a 

terminal digit system and a microfiche system and to encage 

the services of a consultant. The need for a consultant is 
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not clear, cspecialivy since tvo solutions have already been 
selected, Because vicrofilring is not usually an econonical 
solution to a syece problem. ve eee te further consid- 
eration and study before vroceedineg., Using the steps listed 
in veragraph four eiove, the nrocess would be as follows: 


a. Problem identification - the file room is near- 
ing its capacity ond the overcrowded condition results 
in inefficiencies in the filing and retrieval of 
individual clinical files. 


a 


b. Definition of the problem would require an 
examination of the system to develon answers to such 
questions as: What is the content of the file? 
Where, why, and by whom is it originated? Uow long 
is it kept and why? ilow often is the file retrieved? 
Te the whole file needed cach time it is retrieved or 
only certain docrrents it contains? What is the 
frequency of upcate?t What is the output from the 
file? 


c. Study and Senet 3 oF the answers to these and 
other questions it definition of the real 
nroblem and ner: ue one ene solutions to be 
concentualized. ‘The alter natives may ranee from some 
form of manual solution to miniaturization to auton- 
aton ora combinetion of two or three of these choices. 
Selection of the best alternative will depend on 
feasibility, cost, ond expected benefits. 


5. The example of the Medical files problem points directly 
to the very close relationship between records management functions 
aid information processing functions. A file problem is an infor- 
nation processing problem. ‘fhe solution may or may not recuire the 
use of computers or microform. There are other problems and functions 
which point up the close relationship between the records and infor- 
mation processing functions. 


a. The need to change a form or desim a new one usually 
is symptomatic of a problem in an information processing system. 
Before a form is chanted the desioner ought to have a pretty 
thorough knowledge of the system the form ls to serve. A for 
is a medium for collecting data and dispersing it. Pata on the 
form should be ordered in such away that it facilitates the 
collection and entry of information required as well eas its 
extraction from the form by its users. Torms may be either 
input to manual, automated, or filmed systems or output from 
them, or they may simoly be a convenient medium for hard cory 
storage of sone systematic array of data, The purposes for 
which they are to be used and roles they play in the infor- 
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mation processing systers tev serve are eritical factors in 
determining how they should be desisned. Records “Management 
offieers have traditionally had prinery responsibility for 
forms manacement and uesign. In today's world of Optical 
Scanning Forms and Commuter Sutpyt “iecrofora, the storage, 
nanipulation, and retrieval of information demands that 
information systems enalysts nisy a co-equal role in forms 
managenent . 


5. Reports mimagtement is a orimary element of every 
Records Managoment Program, Popores are the products - the 
outputs - of virtually every information processing system, 
manual or autonsted. Sutmuts are produced to satisfy infor- 
mation requirements. Their content, format, frequency and 
distribution aro critics olements of information processing 
systems desig. Reports are records for short term use or 


long term preservatim. 

ce. The files and cutputs of all s are record 
material revardiess of the Vora they take. When their 
tywmediate utility te every cry gmocations in the office 
declines they will be trensferred to the Records Center. 
Those whieh have historical value will be retained permanently 
in the Archives where they will become the research tools of 
the history of the Acency. 
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6. The relationships among the pistorical, archival, and records 
management functions scem self evident and should not require further 
elaboration. The relationship betwocn the information processing and 
records management functions is illustrated and described in the fore- 
eoing paragraphs. Neither the Agency nor the several Directorates are 
currently organized to deal with these functions in a coherent fashion. 
The Agency !listorical Staff is a separate unit reporting to the Executive 
Director-Comtroller; the Agency Information Processing Staff reports 

to the Director of Planning, Programming and Budgeting: and the Agency 
Records Administration Staff is a ranch of the Support Services Staff 
in the Support Directorate. runetional coherence suggests that they 
should all be a part of the same organizational component reporting to 
the Executive Director-Comptroller with each function represented as a 
separate Division within that component. Transferring the Agency 

Records Management function to the Office of the Executive Director 
would be the most logical, simplest, least disruptive, and least 
controversial change. 


7, The recent response of the Executive Director to our Archives 
proposal suggests that he would not be receptive to having these functions 
report to him.* That being the case another alternative is to consider 


*This might work {vas mate the Chief of a new! 
staff composed of Archives, Historical, Pecords, and IP Divisions and 


someone else became Neputy to the Director QPPRB. 
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transferring the Historical Staff and Information Processing Staff (PPB) 
to the Support Directorate for incorperation into one component with the 
Acency Records Administration and Archives fumetions. The Chairman of 
the IP Board could still be located in GPPB and report to the Executive 
Director, Such an oremizational arrancement would be avkward, but not 
as awkward as the present arrangement where some of these functions 
report to the Executive Director end others report to the DDS. Trans- 
ferring the Histotical and Information Processing functions from the 
office of the Executive Director to the Support Mrectorate is likely 

to be highly controversial end, I suspect, unacceptable to the other 
Directorates, the Historics] Staff, the Information Processing, Staff 
OPPB and the Executive Director. The alternative most likely to he 
neceptable, therefore, is to cever basic organizational changes imrrct- 
ing outside the DDS. The ilistorical Staff and the IPS (PP3) can he left 
where they are and we can coacentrats Gn organizational changes within 
the DDS to achieve the functional conersnce suggested in naragranh seven 
above. In short, we shovld out the LOS organizational house in order 
before attempting toe sell these concents in other Directorates or 11 the 
Aconcy at large. 


8. If we wake no orvanizational transfers between the Support 
Directorate and the Office of the Divector, it means, of course, that 
the Records Administration Sranch will remain in the Supnort Directorate 
and be expected to fill the Agency Records Management role. In the past 
it bas also been exmected to Fill the Records Management role for the 
Support Directorate. At best, this is an untidy arrangement. At worst, 
it is on unworkable one. Secause Agency interest in Records Manarenent 
has been virtually dormant Sor so many years, actual experience has 
alien somewhere between the best and worst extremes. Unless additional 
resources are made available it would be folly to expect that we will be 
aple to do mich about changine the conditions of the past. Additional 
resources are necded for the Agency prorram to get the Records Branch 
out of the present hand holding and seminrofessional chores which keep 
them fully occupied now. To put the Support Mirectorate house in order 
we need to have an adequately staffed Records Management function 
separate from the Agency function; we need to establish the relation- 
ship between the Information Processing and the records management 
funetions within the Suwport Directorate; we need to provide for the 
management of SIPS Data “Menagement Conters; we need to provide the 
capahility to fulfill the interdependent role between the offices and 
the DDS; we need to provide for the capability to take initiatives and 
mect the other needs described in paragraph 2; and we need to know how 
we plan to proceed after the SIPS Task Toree has served its purpose. 
(Separate papers are being prepared to justify the numbers and kinds 
of people that will be required.) 


9, Recent discussions with the Acting Director of the Office 
of Computer Services reveal that he considers OCS should be primarily 
"a computer shop." He defines ‘computer shop" as including program 
design and computer operation. The Information Processing Brench of 
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the Support Services Staff, as a custorar, vould be responsible for 
‘application system design! and would look upon the computer as a 
‘htack box.” ‘This is essentially tha concept we had when we started 
the SIPS nroject but we did not have the oxperience necessary ta carry 
it all the way throuch ‘onnlication systen design" to a point where we 
could turn over to OCS a Tesckane™ from ubich they could nrocecd with 
program design. The talent te FLLL this gap was in the Offices OF 
Computer Services but coutd not be relieved to work full tine on SIPS 
pegause they were pre-oceimied with nrecent systems and responding to 
current requiremonts. The SYPs Task Force was formed to bring all of 
the resources under single ‘ionaremect within the Suppert Directorate 
and to permit the adjudicetion of priorities and the allocation of 
rvosources to meet current s3 weal as SIPS requirements. The Acting 
Yirector of OCS sugeasts thet the con could be filled in the future 

by Useading’ the Support Seyvicss Steff with the right kind of talent 
from OCS either by regular assipmecnt or py detail. This seems to say 
that when the Task Force ass falfilled its basic mission the Managsnent 
Suoport Division of OCS would return to OCS and the Support nersome ] 
assipned to the Task Vorce would rete te the Support Services Start 
as the Information Processing nee eon 


1M. I believe that «mmerionce of the SIPS Task Force will suppor. 
the thesis that the Supnor: virectocate could manage its ADP syst 

more effectively if all of the necessary personnel and hardware resources 
wore under DDS manaroment. Falling that, we can almost certainly justify 
hevine all of the assets exeept the hardvare under DDS menagencnt, which 
is to say the SIPS Task Force as presently constituted. The least 
desirable alternative is that nropased by the Acting Idrector of OCS 
which night be workablo but only with ciffieulty, if our experience to 
date is a valid indicator. Arwnents can be developed to support any 

af the following positions: 


a. DDS should have all of the assets, including the 
hardware, necessary to meet directorate information process- 
ing requirements. 


b, DDS should have all of the necessary assets except 
the hardware. 


c. ODS should have only the assets necessary to analyze 
and define problems and persorm ‘aynlication” system desion, 
and OCS should have the assets to perform progran design, 
programing and hardware operation. 


While our experionce with SIPS tonds to support (a) and will support 
(b) more convincingly, it is doubtful that argumentation to support 
either option could be presented so offectively that DNSET, OCS, or 
the Executive Director would be nersuaded that responsibility for 
hese functiens should be transferred to the Support Directorete. 
This is an issue which docs not have to he resolved immediac« v. It 
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can wait until we have gained nore experience and perhaps that experi- 
ence will show without a zreat deal of siwporting theoretical aBgument 
which alternative should be adopted for the long term. In any case, 
the alternatives represent a reasonable division of the total infor- 
mation processing function end present the logical pattern to follow 
even if altemative (2) were adopted. If all of the assets were 
brought into the Support Directorate, it would be reasonable to have 

mm onerations unit commosec of the hardware and the personnel to 
operate it; a program unit to do program design and programming; and 

a problem definition and emlications design unit. On the other nand, 
it seems reasonable to assume that only the problem definition and 
applications desim function, our part of the SIPS Task Force, will be- 
come a permanent part of the Support iirectorate. In any case, we will 
want to be as selective as we nossibly can in identifying the people 
and getting the right mix of talent. 


11. Accepting our part of the SIPS Task Force as a reasonable 
point of departure and adding to it the Support Directorate records 
management function, we ce provice the nucleus around which can be 
built the capability to teke initiatives in identifying problems and 
developing solutions; operating and mainteining the SIPS systexs and 
nroviding supervision and manacement of SIPS Data Management Centers; 
reviewing and evaluating oncoing systems; planning imaginatively and 
nerressively and following un te cvalucte propress } develoning Manare- 
went Infornation Systems to meet chonsing requirements; furnishing "DS 
with a commetence he can turn to with preblems whether they are local 
or. Directorate wide; ond providing the competence in nodern management 
sciences to ensure that solutions are current with the existing state 
of the art. Whether all of these functions would fit within the 
traditional concept of a st2ff relationship to the DDS or would assume 
the complexion of an operating Support Office is a moot question. 
Clearly elements of both are present. Some mixture of responsibilities 
is inevitable and unavoidable because more and more we are dealing with 
systems which transgress the functional responsibilities of different 
offices and we must have the capability not only to operate and 
maintain them, but to modernize and change them. We must have the 
capability to review and coordinate new management improvement and 
program proposals to determine not only their validity and value, but 
their total implications in a system context. (For example, microform 
systems in the Office of 'edical Services may have implications in the 
Offices of Security and Personnel «s well as SIPS Human Resources 
systems.) Having determined the implications, we need the capability 
to define the system problem and design and implement a solution. If 
the solution cuts across functional office lines and results in an 
integrated systom, wo will have to operate and maintain it or provide a 
structure to do that. Problem identification and definition, systom 
desion, implementation, operation, and maintenance are part of a 
continuum and their performance must be provided for in one organi- 
gational structure. This structure must be responsive to the needs of 
Office as well as Directorate level management. It must offer a 
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consultative service to the offices and a staff review service to the 
NDS. Consultation nust not only be recuired to satisfy Directorate 
level wanasement but soucht after to assist Office level management. 
Involvement must begin et the very earliest time that plans are 
conceived or problems identificd to ensure that appropriate manage- 
ment judement is brought to bear before vroplens become solutions, 
unavailable resources become committed, and the least consequential 
preempt the essential. Teb A illustrates the concept schematically. 


12. In summary, we have said 


a. records rianacement, archives, history, and information 
processing are functionally related and should he put together 
at the Agency level, and that there should be similar 
structures at the Pirecterate level; 


b. the Asency resnonsibility for these functions should 
be placed in 2% commenent reporting to the Executive Director: 


c. this proposel is probably unaccoptadle, and if it is, 
they should be placed torether in the Support Directorate ; 


d. transfer of the Uistorical Staff and IP Staff/opPn 
to DDS is even more controversial and less likely to be 
accepted; 


e. the SIPS Tasx Force should be a permanent part of the 
Sunport Pirectorate, but this would not be acceptable to 
DDSGT or OCS; 


f. we should not push for a confrontation on these issues 
now but leave the !listorical Staff and IP Staff OPPR where 
they are; accept the responsibility for problem definition 
and application system design, the role the Information 
Processing Branch of the Support Services Staff has been play- 
ing in the SIPS Task Force; and concentrate on putting the 
DDS house in order; 


g. putting the DDS house in order involves aurmenting 
the Agency Records function and creating a separate Support 
Directorate Records Managerent function, combining the latter 
with the Information Processing function in one organizational 
component; 


h. the Information Processing Branch and a newly created 
Support Directorate records function should be the nucleus of 
a new organizational component responsible for long and short 
tern planning; applying techniques of scientific management; 
identifying managerent problems and developing solutions; 
operating and maintaining SIPS systems; providing supervision 
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and managenent of SIPS Data !immagement Centers; reviewing and 
evaluating on-going systems; ceveloping new information systems 
to meet changing requirements; and providing staff assistance 
to the DDS ond consuitative service to the offices; 

i. the Agency responsibilities for Records, Archives, 
Regulations, and Emergency planning would be left in the 
Supnort Services Staff. 


13, The following is recommended: 


a. The DNS oxplore with the Executive Director-Commtroller 
the accentability of combining the Historical Staff, Information 
Processing Staf¢/OPPB, the Records Administration DPranch/SSS and 
the provosed Agency Archives Unit into one component reporting 
to the Executive Director-Commtrolicr. If the resnonse is nera- 
tive, oxnlore the cecontability of transferring the IHstorical 
Statf and the Information Processing StafL/OPPeR to the Sunnert 
Services Staff. 


2 


b. The Avoney Records Management Staff (SSS/RAB), regardless 
of its ultimate organizational location, be augmented by two 
professional nositious at the enrliest possiple date. (This doses 
not include positions necessary co staff an Agency Archives 
function if and wien this resnonsibility is assianed to the ons.) 


c. A Support Pirectorate records management staff (8 positions) 
be established as soon as possible and combined with the Information 
Processing Branch of Support Services Staff (These 8 positions and 
the two for augmenting the Agency Records Staff are described and 
justified in a sevarate memorandum). 

' 

d. You approve the concept of a Support Information Manage- 
mont Center as described in earlier paragraphs and shown 
schematically in Tab A, to be built around the nucleus of the 
Information Processing Branch and the newly created Sunport 
Records function. (In addition to positions required for the 
Support records function, we foresee an ultimate requirement to 
augment the FY 72 programed level of 26 positions for the 
Information Processing portion of this new unit by up to six 
positions as we assume the new functions deseribed in paragraph 
12h. As positions become available through the return of 
Sunport Carcerists from the Task Force to their parent career 
services, or through the creation of new positions, we would 
begin to fill them with special skills through a highly selective 
sereening process from external as well as internal sources. We 
would undertake to perform the functions, of course, only as the 
resources become available. I would sec this as a gradual 
process phased over the next two or three years to reach the 
level of commetence we need and should have. Details supporting 
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these estimates will be included in a senarate paner. ‘lhe 
Archives function is not included and will be dealt with in 
its own right.) 


oa 
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The recommendations contained in pavavranh 13 are anproved. 


» Mpymort Services otare 


Dao rts gv 
RL. BANNERSAN Date 
Deputy Director 
for Sunport 
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